Mo €
[ Daslnaga
Cinze, Channad 6
Fexd Baview Galgl -3
ium; Ej,ﬁw}7b17'7a8
uvate: —-

6 September 1955

= e L B DT Y TR L AL T ST

SumAmbatat .

TO1 Director of Central Intelligence

THROUGH:  Deputy Director (Support)

SUBJECT1 Expansion of the Junior Officer Training Progran

REFERENCE: Staff Study to DCI from DIR, dtd 30 Aug 55, Subject,
"Staffing of Future Intelligence Officer Position
Vacancies in DD/I and DD/P"

1., PROBLEM:

a., To determine how the Junior Officer Training Program can effectively

b,

8.

meet the anticipated requirements of the Agency while operating
within existing personnel ceiling limitations, )
To determine how the Junior Officer Training Program may be expanded
in order that the position vacancies created by attrition within
the intelligence officer and professional categories may be staffed
by properly trained individvals.

ASSUMPT IONGS ¢

It was the consensus of the Deputy Director of Central Intelligencej;
Chief of Operations, DD/P; Acting Deputy Director (Intelligence);
Acting Deputy Director (Support); and the Inspector General that the
principles set forth in the referenced staff study are approved. The
principles specificaelly referred to ares

(1) That the Junior Officer Training Program should be continued.

(2) That the program should be expanded to the extent necessary to
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meet continuing requirements of the Agency for treined
professional intelligence officers.,

(3) That attrition will continue to effect the categories of
professional intelligence officers designated in the steff
study referred to above,

The personnel ceiling established for Agency headquarters as the on-
duty strength on 31 July 1955 will not be exceeded.

FACTS BEARING ON THE PROBLEM:

The present Junior Officer Training Program, operating within the
presently authorized persomnel ceiling, cannot meet the current or
future requirements of the Agency for trained professionsl intellim
gence officers,

Once a reservoir of trained Junior Officer Trainees commensurate with
Agency needs is established, the delay experienced by the operating
components of the Agency in restaffing position vacancles in the catee
gories specified in paragraph 3 d of the referenced staff study could
be eliminated or reduced to an absolute minimm,

The selection process of the Junior Officer Training Program assures
an individual possessing above-average native intelligence. This fact
is established during the screening and selection process, During

the training period a great deal of additional information is developed
about the trainee's qualifications and attitudes, Frequently the mem=
bers of this program are In competition with other students who possess
intelligence or operational experience, Despite this, the JOTs train-
ing record must be acceptable or he is dropped from the program.

The Junior Officer Training Program is manifestly not an entity of
itself, The staff that operates it emcumbers only four established
positions within the Office of Training. The positions encumbered by
the JOTs are in fact only temporarily encumbered while the individuals
are undergoing training,

It is accepted practice among military services to provide spaces within
their service schools and provide an over-strength in their training
units, since it is obvious that the encumbents in these positions will
be sbsorbed in regular units with established tables of organization,
following the completion of their training or be washed out before

being assigned,

The actual on~duty strength of Agency persomnel is never static. This
fluctuation is brought about through rotation, reassignment, transfers
from headquarters to the field, promotion and attrition in all of its
forms, Concurrent with these changes, there is the continuing pro-
curement of new personnel extending through various stages of processing.
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This situation clearly sstablishes the improbability that the
authorized personnel celling for CIA headquarters will at any
given time, exactly coincide with the on-duty strength of the
Agency.

gs The personnel ceiling recommended for the Junior Officer Training

Progrem in paragraphs 5 d and e of the referenced staff stud
25X9A2 represent approxmtelym
25X1A ﬁsConsidering the e requ ) g new 8 o the

progrem and the fact that trainees already in the program are being
continually transferred into professional vacancies or lost through
attrition, it will take considerably more than a year for the pro-
gram to expand to a point where it can provide for the attrition of
intelligence officer and other professional categories.

h. One obvious method of expanding the Junior Officer Training Program
would be to transfer positions from other components of the Agency.
At the same time this would result in reducing the capacity of the
component releasing such positions.

4 DISCUSSION:

a, The Junior Officer Training Program has, like other activities of
the Agency, experienced attrition in the past., A statistical analysis
of this attrition is shown In Tab A. The underlying reasons for
-thege separations may be understood if the following factors are kept
in mind, The quality of individual attracted to the Agency through
this program is representative of the type of individusl being sought
by industry, the professions and every other government Agency. In
most instances these individuals are gtill in their formative years
and have not fully decided upon the careers they wish to pursue, Once
the individual hss completed his training and finds himself in an
operational assignment under a supervisor who imposes restrictions
on his usefulness or who fails for one reason or another to exploit
his capabllities dissatisfaction begins to set in, In some of these
cages it has been possible to arrange transfers of these young men
to & more productive assignment; however, it has been found that a
number of JOT separations have come about as a result of improper
supervision., There have been also a number of separations due to the
individual's desire to take advantage of the GI Bill of Rights for
further education upon completion of hils military training, Other
reagsons for separation are indicated in Tab A.

b. The on~duty strength of the Agency has in the past not come up to
the personnel ceiling established by the Director of Central Intelli-
gence., Limitations affecting psrsonnel recruitment and placement
combined with attrition and other persomnel changes have all contributed
to this situation. It is logical to assume that this same condition
will continue to exist in the future.
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There are a number of ways in which the Junior Officer Training
Program might be expanded within the existing personnel ceiling of
the Agency in order that the future vacancies created by attrition
in the intelligence officer and other professional categories may
be staffed by trained, fully qualified individuals, The following
ways are suggestedt

(1) 4 trensfer of positions from other Agency programs or components,
This would involve a thorough analysis of the Agency table of
authorization to determine surplus positions while making a
comparigon of present and future values of the program under
reviev,

(R) 4n arbitrary levy of a requirement for a predetermined number
of positions from each of the Agency components utilizing the
Junior Officer Training Program, This levy could be restricted
to position vacancies as they developed by attrition.

(3) Tentification of specific categories of operating positions
against which double recruitment would be authorized as posi-
tion vacancies developed.

It is considered possible to increase the suthorized ceiling for the
Junior Officer Training Program without exceeding the authorized
personnel ceiling for the Agency. For example, by double slotting
the recruitment of JOTs and reviewing on a seml=annual baesis the
on~duty strength of the Junior Officer Training Progrem to insure that
it does not exceed elther

for the Agency or 50% of the Agency position vacancies existing at
the time, the ceiling for this program can be both expanded and conw
trolled without placing the Agency in the position of being over-
strength,

Another method for expanding the capacity of the Junior Officer Training
Program would be to establish a pesonnel ceiling commensurate with

80% of specifically designated professional intelligence officer vacan-
cies created during the preceding year. Taking the factor of attrition
experienced during fiscal year 1955 as an example, this amounted to
approximately 200 separations, In order to phase the buildup of the
program, it is suggested that the present JOT personnel ceiling be
increased by 25% or 50 positions during fiscal year 1956 with an addi-
tional 25% increase projected for 1959 and 19§Q, thereby establishing
a projected ceiling for the progrem of approximately 200 spaces. This
method could also be subjected to a semiwannuel review to insure that
the capacity of the progrem is properly aligned with the attrition
factor experienced by the Agency in subsequent years. Both of these
methods envisage the use of double slotting egainst actual position
vacancies existing in those components of the Agency making use of the
Junior Officer Training Program,
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5. CONCLUS IONS &

a. The Junior Officer Training Program should be expanded in order to
develop the capacity for prompt staffing of certain categories of
positions within CIA as attrition in these categories occurs,

b, It would be impossible for the Junior Officer Training Program to
immediately expand its capacity in order to accomplish the proposal
stated above,

cs» The method adopted for the expansion of the capacity of the ‘Junior
Officer Training Program should not penalize the capacity of other
Agency components.

d. Either of the proposed methods described in paragraphs 4 d and e
above could effectively expand the Junior Officer Training Program
within existing Agency personnel ceiling limitations,

6., RECOMMENDAT TONS t

a. That the Director of Training be authorized to recruit and enter on
duty candidates for the Junlor Officer Training Program within a
flexible personnel ceiling established on the basis of Agency require-
ments as reflected by the atirition of its professional employees.

bs That one of the plans described in paragraph 4 above be approved in
principle with the understanding that the details of implementing the
plen will be worked out the Office of Training in coordination with
the Mansgement Staff, DD/S5, and the Office of Personnel,

FOIAb3b

MATTHEW BAIRD
Director of Training

ANNEX 3
Tab A
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IAB A
Chart I
Erogrem Statisticg
Inducyions Resignations Attrition
' (% of Inductions)

FY 1952 63 0 0

FY 1953 55 6 11.6

FY 1954 51 15 29.4

FY 1955 50 23 46

*FY 1956 12 5 41,6

TOTAL 231 49 % of total - 21.2

¥ 1 September 1955

Chart II
Regsons for ignation
Regignations Requested: 19
Security 5
-~ Medicel 7
Unsatisfactory Performence
25%1A I
Voluntary Regignetiong: 30

Continue education

Private industry
Dissatisfied with Agency
Military and other agencies
Personal (marriasge, etc.)

wmw oo -

TOTAL 49
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